
The fragmentation problem

∞	� Growth by addition: digital banking, lending, 
cards, CRM and analytics have each been bolted 
onto the core to solve one problem at a time, and 
the cumulative cost rarely appears on a software 
invoice.

∞	 �Support becomes simpler: when more of the 
stack sits inside one co-ordinated ecosystem, 
accountability is clearer and staff spend less time 
as go-between for vendors.

∞	 �Contracting becomes leverage: consolidating 
relationships, whether individually or as a co-
operative group, lets a credit union negotiate the 
whole relationship, not one product at a time.

∞	� Efficiency beyond headcount: the real prize is 
reallocating staff time from reconciling systems 
to serving members, not cutting jobs.

Scale without merging

The economics of technology favour scale, and an 
individual credit union cannot easily replicate what 
a large bank or fintech can spend. The co-operative 
system can.

∞	� Shared platforms, standardised integrations, 
coordinated purchasing and shared support let 
credit unions access enterprise-level economics 
while each keeps its own charter, board and 
members.

∞	� That matters now: Irish credit unions have fallen 
from 333 to 172, and GB from 330 to 217, since 
2016 – this offers a route to scale that doesn’t 
depend on further consolidation.

Technology is resetting what members expect 
of a credit union, and reshaping how credit 
unions can compete. This paper argues that 
meeting those expectations does not require 
becoming a technology company, or merging 
to gain scale. The real opportunity lies in the 

credit union core: moving it from a system of 
record to an integrated operating platform 
that reduces complexity across support, 
contracting and data, freeing staff to spend 
less time managing technology and more 
time serving members.
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“�The future does not have to be 
a choice between remaining 
small and merging – though 
consolidation will remain an 
important and appropriate path 
for many credit unions. There is 
another path: co-operative scale 
enabled by integrated technology.”

https://swobodacentre.org/


Local relevance, national capability

Financial services are becoming more national and 
digital, yet financial needs remain stubbornly local. 
The answer is not to choose between scale and 
relevance, but to split them deliberately:

∞	� Centralise what scales: core processing, 
cybersecurity, data platforms and contracting.

∞	� Localise what matters: member relationships, 
community knowledge and lending decisions.
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The Central Question

Rising technology costs have one long-
standing answer: consolidation. This paper 
argues that is not the only answer. Co-
operative purchasing, shared platforms 
and an integrated core can deliver 
comparable economics of scale while 
credit unions keep their own charter, 
board and community focus.

Credit unions already possess a model 
capable of creating scale. It is co-
operation. Integrated technology can 
extend that principle into the digital era.

The full report (Todd Proulx, f64 business services, August 2026) sets out the business case for an 
integrated core in full: support, contracting and pricing economics, a co-operative core ecosystem model, 
and perspectives from US credit union technology leaders. 

Download the full report

Visit www.swobodacentre.org or contact Nick Money nick.money@swobodacentre.org 
or Todd Proulx todd@f64business.com
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“�Automate the transaction. 
Invest in the relationship.”
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